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American slaves, immigrants and women made up a diverse group that served George Washington's Continental Army beginning in 1775. Then, it was about capability and concerns over ethnic and gender equality, while still a challenge within the ranks, were not at the forefront. In many ways, numbers were all that mattered. An Army, with the capability and size to defeat the British Armed Forces, was the single most important aspect for Washington's force. The need for numbers has long driven minority recruitment in the U.S. military. Even when minority communities interpreted that service as an opportunity to press for rights or respect, the government's perspective has usually been more simplistic. Over the past few decades however, diversity programs within the military have focused more on equal opportunity than capability. In 2009, a Diversity Commission established by the United States Government, argued that the ranks of the military's leadership required more diversity. The chairman's cover letter to President Obama stated: "The commission believes that the diversity of our service members is the unique strength of our military. Current and future challenges can be better met by broadening our understanding of diversity." 1 This statement, and the findings laid out by the commission, focused primarily on opportunities for minorities.
The emphasis here, as it has been for some time, was on minority rights and opportunities, rather than on the more important role that cultural diversity can play in enhancing capability. The commission's two-year study "uncovered" what has long been known: minorities are underrepresented in certain areas across our military. The commission focused almost solely on a statistical comparison of service by white males and minorities, which included women, as opposed to focusing on diversifying our services as a way to enhance military capability across the force.
Throughout the country, many laws, programs and policies have been established to increase minority representation across the public sector as well as the military. These laws and initiatives, such as Title VII of the Civil Rights Act of 1964 and the Equal Employment Opportunity Act of 1972, have aided the country in moving past discrimination based on race and gender. The continued success of integration and cultural diversity, however, now should rely on new, more relevant initiatives.
Affirmative Action, in the opinion of many, has run its course and is unlikely to survive into the mid to late twenty-first century. In one analyst's view, "ultimately, then, such practices may come to an end. But, of course, the debate will focus, and to a considerable extent has already focused, on the question of how much progress for minorities and women is sufficient." 2 Considering the point of how much progress is enough, we can anticipate that a continued focus by military leaders and our government will remain on programs to promote equal representation of minorities, which includes females. This will occur until the Supreme Court reduces or eliminates constitutional language of preferential programs. In order for the United States military to progress in the area of diversity across the force, it is important to look at this challenge minority in a different light, rather than solely through the equal opportunity or affirmative action lens. The military must shift focus and view minority representation as a form of capability through cultural diversity. This paper will address the importance of integrating minorities into one area of our military (Special Operations) and how focusing on operational requirements, vice equal representation, will serve to enhance capability. As a result, many of the aspects related to equality will be addressed as a by-product of this approach and not as the centerpiece of the argument. This research will serve as the prelude to developing an action plan on how Special Operations and the Armed Forces can move forward to recruit cultural capability.
III. BACKGROUND
National Security remains one of the nation's highest priorities. Creole speaking personnel in order to marry up interpreters with key leaders. The invasion turned into a permissive entry and ultimately a Humanitarian Relief Operation; however, the need for language and cultural expertise remained a high priority requirement. The services identified a number of personnel with the language capability to support the operation. This was a prime example of the importance of having unique cultural capability to support an operation; however, the process DoD used was neither ideal nor met the threshold for a future Tactic, Technique and Procedure (TTP) change.
Ideally, this capability would be a part of the Geographic Combatant Commander's force structure and capability package. Army under a pilot program. Some of these candidates will serve in special operations units." 4 The challenge associated with MAVNI, however, is the cap on the program.
Politics make it unlikely that the cap will be removed, and it can therefore only be used as one element in meeting the overall initiative to diversify SOF. Similar to other studies and programs, the MAVNI program was approved with an arbitrary cap of 100. It is understandable that limitations for bringing non-U.S. citizens into the military needed to be closely managed due to security and other factors, but the military missed an opportunity to focus recruitment on key operational shortfalls and specifically target skills, requirements and accessions to support operational capability rather than numbers.
The question that many still raise about diversity, whether in corporate America, The number of White (non-Hispanic) persons in the United States is almost sixty-four percent and within the total minority data, Hispanics make up a little less than ten percent and African Americans make up slightly more than thirteen percent of the U.S. How do we define the vision for the integration of minorities into SOF while focusing on enhancing capability through cultural diversity? The centerpiece of the plan must be focused on capability. The DoD determines force structure requirements (i.e.
capabilities) through a process that begins with the Strategic Planning Guidance (SPG).
The services develop their force structure plan to support the SPG with a multitude of capabilities such as personnel, weapons systems, and so on. In the case of the Army, detailed, such that they inspire action from all corners of the organization." 7 Our senior leaders, from the President on down, recognize that a more diverse military force is necessary and healthy, and will enable it to provide more capability with less.
While the need for better diversification is recognized by many senior leaders, some are resistant to change. Special Operations units currently are made up predominantly of non-Hispanic white males. Figure 2 provides a snapshot of the nearly 20,000 special operators across all four services. While these numbers are an estimation, due to the fact that a portion of Special Operations Forces are classified and no data is available, the information is a fair representation of the smal number of minorities within SOF compared to their respective services. Although this data is suggestive of a problem, alone it is insufficient to demonstrate whether SOF is underrepresented by minorities or lacks the requisite levels of cultural expertise to be effective in current and future operations. Therefore, how do we determine the answer? Three examples support and substantiate the case for cultural diversity among Special Operations Forces.
Consider first the Navy's high profile Special Operations Force, the SEALs.
There is nearly a 23 percent difference between minority representation across the Navy as compared to Navy SOF. The SEAL community is well aware of the lack of diversity and has developed new programs in order to recruit minorities. Diversity among the SEAL officer ranks is less than 2 percent; however, spokespersons from the Naval Special Warfare Center and School have stated they are committed to fielding a force that represents the demographics of the nation it supports. 8 The Naval Special Warfare Center is looking to focus recruiting efforts within minority communities across the country. The challenge in recruitment for Naval Special Operations is for all minorities, and not just a certain demographic, to include African Americans, Hispanics, Asian Pacific Islanders and Arab Americans. "Given shifting demographics, gaps in representation need to be corrected to ensure continued access. There are sustainment, societal, educational, and operational drawbacks to failing to correct this disparity. U.S. Special Operators have long acknowledged they face challenges mixing in with foreign populations because they look so American. The SEALs bluntly acknowledge as much: "Traditional SEAL Team demographics will not support some of the emerging mission elements that will be required," it says." 9 The SEALs are using a full court press to cover every region of the U.S. in order to bring greater capacity in the form of minorities to Navy Special Operations. While it is apparent that the Navy has identified a cultural shortfall within this elite community of Special Operators, it is critical to ensure recruiting is targeted in order to meet required operational needs as opposed to just that getting numbers! This is a mistake that has been repeated across DoD.
The mindset of making our Special Operations Force resemble that of the United States and those we defend will only perpetuate the problem as we move into the future. Figure 3 above is an anecdotal indicator that minority representation within the SEAL community is low. The challenge that the Navy and Special Operations face is how to approach the problem. If the Navy's approach is to diversify the force is to make it look like the nation it represents, it will only see itself chasing numbers and fail to look at the problem from an operational capability viewpoint.
A second case in point is the enhanced role of women in the military and SOF.
Since WWI, the United States has seen a significant increase in the number of women serving in the Armed Forces. Just over 30,000 women served in WWI in various auxiliary corps, less than one percent of the total military force for the war. The number This region is shared with 7th SFG. This regional alignment supports a recruitment plan that would focus on the diverse cultures to support the Special Forces Group AOR.
However, the chart at figure 5 reflects demographic statistics over the past six years and represents only slight increases in some minority groups while the others category, shows a decrease of more than 50 percent. There could be many explanations why the trend is not shifting upward for minority representation across Army Special Operations. However, these examples serve as the foundation for SOF to conduct further studies on the need for a more culturally diverse force to meet tomorrows mission.
Diversification will not come without challenges. Some organizations may or may not benefit from increased diversity across the workforce. "Much of the research on diversity management is descriptive, not evaluative, with assumptions about links to job satisfaction and performance. The literature on diversity management is replete with theoretical assumptions about its relationship with performance." 11 Therefore, in order to determine the optimal balance of diversity across an organization, whether military or civilian, is not an exact calculus. Many studies across the U.S. have been completed and for every success, there is at least one example of a failed diversity plan.
Regardless, the success of becoming a more cultural diverse organization will not come without challenges as well as consequences. While this paper has focused on the opportunities within SOF of added cultural capability, challenges can and will arise throughout the transition. Miscommunication and separatism are common among organizations with highly diverse populations. While language along with various cultural backgrounds can improve capability, those same attributes have the propensity to create friction and cause challenges. To make workforce diversity a successful endeavor, military leaders or organizational managers must focus on the management of the diversity as opposed to just trying to become a diverse force or organization. A civilian case study was completed by the International Review of Administrative Sciences entitled "Racial diversity, is it a blessing to an organization? Examining its organizational consequences in municipal police departments." 12 The study's conclusion from research on more than 450 police departments from cities with more than 50,000 residents, is that there was a decrease in crime control performance and an increase in employee turnover as a result of increased diversification.
V. CONCLUSION/RECOMMENDATION
The United States Special Operations Forces are the most adept in the world and one that can conduct operations across the political-military spectrum, from building partnership capacity to responding to global crisis, emergencies and conflict. They are also uniquely positioned to employ an array of instruments to influence positively the security situation in nations and regions of interest. Forward presence by our Special
Operations Forces serves a number of critical functions, most significantly placing U.S.
military forces in the regions and countries where our nation has interests, investments, friends and enemies. In order to operate effectively in these regions, Special
Operations must employ a force that can establish special relationships with local militaries, governments and populations. This helps build an understanding of host countries, their cultures, politics, values and problems that will support the management of security issues of that nation and threats that are vital to the U.S. A diverse Special
Operations Force that employs operators with the cultural capability to facilitate integration across the globe will enhance our nation's operational capability and support our National Interests. The Chief of Staff of the Army recognizes the importance of developing independent leaders able to operate around the globe by making this his number one leader development focus:
"The leader development strategy focuses on a leader-centric view of being adaptable, flexible, and able to adapt to the situation on the ground," he said, adding that "the future environment is likely to be more complex and asymmetrical with insurgency, conventional warfare and a rapid flow of information within and between the populace. That means Soldiers on the ground will have to call the shots in a decentralized fashion, rather than calling up the chain through higher headquarters. That sort of snap decision making, calls for highly-developed critical thinking skills --making informed and effective decisions in the midst of chaos, decisions that might one moment be military in nature and diplomatic the next." 13 Despite achieving a significant measure of success on the current battlefields, United States forces face continuing challenges in adapting to diverse environments.
The nature of the current conflicts require effective engagement, coordination, and collaboration with indigenous individuals. The integration of minorities into Special
Operations while developing a more culturally diverse force will unquestionably enhance capability. A mix of cultural competence can play an essential part in the military and particularly Special Operations. It will provide the ability to assemble a successful organization with relevant skill sets in order to comprehend, adapt and influence ongoing and future operations that are vital to the National Security of our nation.
